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Denonstration projects shouid bring the continuing
presence of the larger community into the slum school. Toward the end
of administrative change and innovation, a research and development
officer is needed, whose authority can cross-cut existing channels of
authority. School should be seen as a social system, as the high
school especially is a crucial element in requlating the life chances
of inner-city children. Two different teacher models that could be
well adapted to the slum school are (1) the teacher-counselor who
would be in charge of 10 to 15 students and act both as teacker and
counselor, and (2) the teacher-manager. The latter model would act as
coordinator between the classroom and the social agencies and family
contacts. The teacher would have a staff of teaching aides and
volunteers and the assistance of school-community agents. A
continuous development curriculum (in whichk the student is evaluated
every six to eight weeks until he is able to pass or repeat in
variant form a given set of materials), three hours of individual
attention per student each week, mutual support associations for
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T I 80 that to overload it would be to invite disaster. Moreover, in a democratic |
‘ i goclety, the school system, although it must be subject to pdlitical contrel,

' ; ' ot.her agoncies must perfo'-m tor it.

HOW SHALL THE SCHOOL FOR THE MODEL CITIES
FROGRAM BE URGANIZED?

By Morris Janowitz

I will make the basic aséumption that the school should be the
coordinating unit for the full range of agencies that are involved in the |
model cities concept of social planning in the immer city., The school system
is the one institution that touches the lives of all members of & local
cormuniti, directly or indirectly. Even in the most deprived slum area,
the school stands as a symbol of unrealized aspiration and there exists broad
ccnsensus in the larger soclety that the effectiveness of imner city schools ;
" mast be improved. | B |
" But the school system has very specific functions and capacities | |

cannot became the battle ground of competing local partisan interests. The
term coorqlinating unit, therefore, has bsen used sdvisedly, The school's
mndamental purpose is fo educate; that is, to dewelop aca.denﬁ.c » Wwoational
and soclal skills; but in order to educate, the immér city school requires
the erfectiva suppért of the local agencies of social comtrol. To speak

of the school as the basic coordinating unit is not to imply that the =chool
dirééf.s the health stat:lon, the social agercy, the police, etc., in the -
inmediate en\d.ronment, but rather that the requirements of the school serve
. as the stimulus for insuring relevant policy and practices by all these -
agencies, The school is recognized as an agency of sgcial ohange and-3k;. .
strives for :l.ts autonomy, but it is exphcit]y concemd vith the tazﬁla%&
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The basic concept of the model cities legiclation is that of the
demonstration project. However, the notion of the demonstra’t‘.ion project in
the inner city--be it an educational, housing or social welfaz;e demonstra~
tion-~is not a new idea. For more than five years there has been intensive
discussion of the potentials and limits of the demonstration project, espe«
cially of the demonstration school in the inner city. In 1961, pressure for
positive action in the inner city produced the delinquency control and youth
development legislation which was the first concerted federal intervention
in comprehensive commnity plamning. This delinquency control le glslation
drew on the experiences of the University of Chicago empirical sohool of
sociology which launched the Chicago area project in the 1930's and which
‘'Wwas an early expression of concern with commmity planning and coordination.
The model cities legislation of 1966 reaffirus the goals of this approach,

Whiie there e;d.sts the fullest intellectual commitment to the concept
of the demonstration approach to commnity planning, there are at the same
tiﬁe very strong reservations based upon pragmatic experience. Demonstration
proje:ots have often not been granted the necessary autonomy required to make
important innovations.: XNor has there been sustained fiscal support so that
demonstration projects. could have a susta:med impact. In the area of educa-
tion, theré has been an absence of adequate efforts to incorporate the
findings :Lnto the main. stream of administrative and professional practice.

There has been no demonstration school or educational program which
has m'odt{;ed on a continuing basis the decisive transformations that society
expec‘bs. There have been some noteworthy failures, Nevertheless, systematic
evidence and:impressionistic observations underiine the fact that generally./
demonstration schools and projects make some difference in irproving the "
academic achievement and social behavior of youngsters in the slums, In fact,
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I would argue that demonstration projects in the inner city which have not
been linked to the school system have been less successful and in some cases
even had negative effects.

The crucial element is that the demonstration project is a mechanism
for bringing the continuing presence of the larger community into the slum ﬂ‘l |

schoole. The demonstration project is a device for insuring that a larger

number of chiidren are treated more decently than is the current practice.

The impact of the demonstration project is to raiss the self-respect of the .
teacher and in turn, the self-respect of the pupils. The program content and
educa",tional techrnology of the project has its relevance. But is not these
specifics which are crucial to the success of the demonstrat:ion project. It
is instead the fact that the demonstration project becomss a device by which
the slum sghool is linked, even if only temporarily, to the larger society.
Thé;e can be no doubt that the organization of the school system into
which the démonstration project fits is of crucial importance. The demon-
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sti'ation/séiaool must be ei‘fectively detached from the larger organizational
structure if it is to immovate and have significant consequences, However,
this’is only balf of the issue., If the project becomes sufficiently detached
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it' may succeed for a short period of time. But in the long run, detachmsnt
gives way tolisolation and the demonstration project becomes another unrelated
enclave in thé school system. Thus, paradoxically, the demonstration project

| " succeeds only if the larger system is organized to extend sensitive super- \L ’"'-\ B
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vision. The larger system must be able to support the demonstration project
and have a capaclity to learn from its achievements and failures. In short,
the demonstration project can only succeed if the very top level of the board
of education is appropriately organized.

To this end, there must be a top level administrative officer in
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charge of development if these projects are to succeed at the operational
level, There are currently widespread efforts to decentralize public school

systems and to place under the superintendent an executive office in charge

‘of opsrations. This is the structure of military and industriazl organiza-

tions but it is not appropriate for the imner eity school system. To employ
a chief executive officer or chief of the staff under the superintendent is

to assume that the school system has effective policies and procedures, and

the task of the chief administrative officer is the surveillance of an ongoing

organization, The large immer city school system is faced with basic tasks..

of administrative change and innovation. Only by establishing a research

and development officer, whose authority cross cuts existing lines of authority, :

can the organization be modified and improved.

Fpr purposes of guiding demonstration schools, two conceptions or
analytic approaches to educational innovation can be identified. The first
is the strategy of ''from the botiom up" or which might be called the inter-
personal learning model. The basic assumption‘ is that the earlier the formal
institutions of education have accessito the child, the less the potential

-loss of academic achievement. The emphasis is on academic learning and the

underlying theory is that of a learning model as exemplified by the work of
Jerome Brunner and his particular adaptation of the work of Plaget. Innovae
tional emphasis is on pre-nursery school education and on grade by grade
improvement of the curriculum and of teaching techniques. There can be no
doubt that this appx;oach is one of the dominant elements of educational-
innovation in the /tf;zited States which has led especially to the production
of new teaching m;.terials by organizations outside the school systen.

It is pdssible to ceriticize this approach in terms of the exaggerated
expoctations that are engendered. It is possible to criticize this approach
in terms of sclentific criteria, namely, it dces not articulate with what
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is known about psycho-sexual development of youngsters. Basically, =y reser*fa-
tions have to do with issues of institution building and societal context, o
Fundamentally, if this position is pursued it leads to 2 concern with mass N
residential schooling at a very early age level. The Soviet Union with
its instruments of social control has not been able to dewelop residential
schooling on a significant mass basis, Its political and administrative
feasibi]ity in the United States scems most problematic. Tais is not to
rule out the desireab:.l:.ty' of many kinds of residential school:mg, espacially \
at later age levels, It is, however, necessary to articulate the 'bottom up" ‘
approach with the existing realities of family, school and commnity structure. \
Thus, it ié-' necessary to recognize that most cities of the United States do
not even ha.‘ve an effective kindergarten program. Moreover, the basic criti-
cism of }h’é/ Ybottom up" approach is that ageiby age, and grade by grade
stratégy does not insure fundamental institutional change. The positive
conséquences of pre-nursery school education and all of its valuable effects
upon parents muns into the powerful organizational constraints as the children
move into a conventional educational system. These observations do not deny
the importa:"zce ‘of appropriate early education.

The second approach is "from the top down"; that is an approach to
the school as a social system and a concern with institution building. The
exporiences of gradnates and non-graduates fashion the expectations of the
students and the teachers., The essential element is what happens to the life
chances of the youngsters who succeed and fail in the slum school. Ther high
school is a crucial elementiin regulating these life chances of the youngster.
The baslic problem of educational reform in the inner city is to maximize the
opportunities of indlvidualized instruction and at the same time articulate

school experiences with adult opportunities in the outer world.
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Currently the school system of the inner citr is not a civil systenm

but a brutish system of suspicion, hostility and lack of mutual respect,

S e sttt

The reconstruction of the inner school system involves the development of 2

stronger moral climate which is linked to the larger community. Acadenmic

Y NN | W

achievement is an essential component but not an all encompassing goal. The T\ ’
lack of self estgem of the teachers: and pupils because of the disarticula- / C !
tion of the slum with the larger society is basice. &
The school must serve as ths locus for the puBlic presence of the b 3
larger society. The introduction of more resources and the explicit: intere sb,
of the larger society are necessary to guarantee both academic effectiveness \
‘a.nd a breakdown of the social isolation of both teachers and pupils. Basically\;
the school must operate to insure that each: student has a meaningful social
position in daily life as long as he dees not engage in anti-_;-social behavior. / - :

Under these- circumstances, the school system assumes responsibility

for guiding the individuals! education and social development until he has
found a meaningful stable adult role. Again it needs to be stated:that this
does not mean that ,tﬁe school- system administers or directs all of the

/

essential programs’ of health,: safetyand welfare, It does mean that it

assumes the responsibillty.for guiding,ccommnicating, and supervising the

life chances of each youngster; it is a locus of thinking about these issues.
Central is the responsibility of the school to insure that the youngste:}

in the slum community has a wide variety of non classroom educational experi- »

ences., They include ‘recreational and cultural activities, and exploration

of the metropolitan. commmnity. They include confrontation with the natural

environment outside:of the metrepolitan setting by such means as the notion

of an adventure corps. But the basic ingredient is a series of work eXpori-

ences for which the youngster is paid. Unfortunately, such work experiences

can only be gotten partlally through existing economic opportunities, the
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construction of specialized work instaliziions in the urban setiting is reguired
as well as the creation of work camps beyond the community. (Incideatally,
no educational innovation can be used to "buy off" delinquent leaders or
to reward deviant behavior,)

N\

My own preference is for the top dovn approach because it rsquives .
fundamental organizational innovation, bul clearly the consequences of the \
bottom dowm approach are likely to be psrvasive in the decade shead. In any
case, these strategies of change need to be articulated with the realities
of classroom instruction. At the classroom level, two different tzctical
approaches emerge. One 1 would call the teacher-counselor model which draws
its inspiration from the »nsychotherapeutic model. EHere the emphasis would
be on small classes, perhaps 10, 12 or 15. The responsibility of the teacher
is to act both as a teacher and as a counselor for guiding the full life
experiences of each one of her pupilse She, herself, is responsible for
seeing tha’c- all of the social and commnity services needed to implement
her educational program are in fact available for her youngsters. This type
of approach has been only rarely used in public education but it is the
model of action in residential treatment establishments. There can be no
doubt it contains many powerfully attractive ideas, particularly as a vehicle.
for overcoming the bureaucratic aspects of confused, compsting, and disarticu-
lated social agencies. It is perhaps utopian to hope that the kinds of persons
required for the task of teacher-counselor would be available in sufficient
number to make this tactic an operational reality. More than that, the
argument can be made that the relations of teacher-counselor and pupil might
be too personalistic and produce too narrow a life space. It would over-
concéntrate atta.zchments and compoind the process of personal maturation.

. By contrast, the alternative tactic is the teacher-manager. The—

teacher accepts the responsibility for managing the classroom and for coordi-

\

\

\
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nating the relationship between the classroom and the variety of social\*\/’_/,

agencies,\and family contacts, which are essential if she is to achisve her

educationai goals. Emphasis here is on organizational flexibility. The size

of the clasls may be for part of the day greatly reduced and there would b~

importan/t/éomponents of one~to-cne tutorial work. But basically, the teacher

is given the management of some 30 to 35 youngsters. The teacher manager

has teaching aides and volunteers urder her supervision and the assistance

of school-cormunity agents. In the home room, the teacher monitors and

evaluates the progress and problems of all of the 30 to 35 youngsters. In

turn each youngster has a variety of opportunities for in{cer;;aersonal contact,

but the teacher has the priority of re spcnsibil:';.‘cy in educational programs. \
The teacher-manager is able to make use of é. set of standard program

elements. Each of these program elements has been employed in school demon-

strations but the task is to assemble them ito an integrated approach. The

guidlng assumption is that labor intensive ;bechniques are superior to capital

intensive investments in dealing with human problems of education in the

inner city. | Interpersonal contact and assistance are essential ingredients,
The follouing %4s a list of such program elements.

First. A basic program would be a "eont uuous development curriculum®
in which the youngster is not réquired to adhere to formal and rigid standards
of performance which have no relevance to his prior background. Instead he
is evaluated every six to eight weeks and permitted to pass on or repeat .
¢ in variant form the material until he achieves some standard level of per-
formance. |

Second would be the intensive use ”c\:f semi-professional and volunteer .
workers. The goal would pe that each youngster shogld have from one te
three hours of individual attention:cach week in a fashion similar to the
family support offered in a middle class family.




VR s e ¥ gt

9

Third, teé.ching in slum schcols is a difficult task, especially
as the profession is currently organized so that the teacher rust cperate
on a solo basis. The development of collegial relations among tcachers
through mutual support, con;’c‘erences, exchange of information and group teach-
ing is essential,

Four, the task of in-service training would be removed from the
graduate schools of education and returned to the public school. This system
of in-service training would be closely connected with a system of zudit and
quality control. Such inspection would emphasiée on the job" rermcdial

assistance for teachers.

Fifth is the expansion of non-classroom educational progrars, recrea-
tional, cultural, work-study arrangements and the like appropriate to the

needs and aspirations of each youngstex.

Sixth would be the developmert of commwity contacts in such a way
ao 10 dnvolve falilies in meaningful suprort of The school system and o
make possible participation of community groups in the life of the educa-
tional systems.

In addition, legal resources can be mobilized to assist the slum
school. A legal specialist could be attached to each district superintendent
to help define the zjights of the pupils within the educational system. ILaw
is a powerful instrument in our society if it is used not merely as an
advisory technique, but more within the context of administrative law (the
public equivalent of the “house counsel¥) to support the needs of youngsters
in school.

Just as the teacher-manager serves as a coordinator in the lives of
her pupils, equivalent functions need to be replicated at the level of the
principal apd the district superintendent. The' district superintendent is

concerned with links to city-wide public agencies and to private groups
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which have thei:: base outside of the local cormmnity, while the principal
has the related task: for local voluntary associations and individual parents.

While both district superintendent and principal have specialized perscrnel

to assist them in these tasks, the basic representation function is theirs

) | alone. N
Thus, it becomes necessary to raise the question of how large a seg-
nent of the school system is required for a meaningful experiment. It does
appear that at least one high school and the related grade schools which
feed into it would be essential. In many cities, this would be the equiva-
lent of an educational distriet under a district superintendent. It needs
to be large enough to make possible meaningful research, including cost
beneficial analysis of the demonstration program. This means a modern manage-
ment system based upon computerized record keeping, staff planning, and progran
budgeting. Such an administrative approach would also produce data requited
! - for the evaiuation of the demonstration. The whole notion of modern managerial
techniques and computerized record keepiﬁg are only begimning to develop
in education. Thus far these procedures are seen mainly as devices for
record keeping rathercthan tools for allocating rvesources and planning
operations, Without such transformation in the perspectives of administra-
tive management, it will not be possible to dewvelop the labor intensive -
programs required at the classroom level.
One way in which %o .surmmarize the desired goals in the transformation
of the school system and the individual school under the model cities act
is t§ drawithe analogy with the mental institution. In the past 25 years
we have seen a tremendouscchange in the mental institutions in our country.
They have moved from closed institutions, isolated, removed fromithe society

with antagonistic rolatioﬁships betwoon patients and staff. They have moved
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from closed institutions to open institutions in which the outer corzmunity
including the families of the patients, is in interaction with the stall
to support the goals of rehabilitation. We are now at the threshold of 2

similar transformation of the school system of the inner city from a closed

to an opon institution.
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